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PERFORMANCE COUNTS! ORIENTATION

Welcome to the Countywide Performance Counts! Orientation. | appreciate the priority you have given to
this effort by your attendance today. We are embarking on a major initiative for measuring the results of
the services we provide that will require your expertise and commitment as well as the commitment of
your fellow departmental employees. The implementation plan we have developed is ambitious, but there
will be consultant and mentor help available to every department to guide the way. We trust you will
accept the challenge and serve as a resource and champion for this effort in your department.

We are one organization and despite the wide variety of services we provide, we have a common focus
as stated in our Mission — To enrich lives through effective and caring service. The Performance Counts!
performance reporting framework refiects the dual focus of our Mission by measuring not only the results
of the services we provide but also how well the service is provided. This information is critical to the
Board of Supervisors, and all County managers, in making strategic decisions and choices; further, the
public demands such information to ensure that public resources are used most effectively.

This is not the County’s first experience with performance measurement. The County began to
increasingly focus on results with the adoption of the Strategic Plan, and many departments are already
engaged in an important effort that directly aligns with Performance Counts! — the Children and Families
Budget. In addition, a number of departments have engaged in their own strategic planning which
includes using a performance measurement methodology.

Countywide implementation of Performance Counts! is the next step, reinforcing work that has already
begun and formalizing on a countywide level a common performance reporting framework that is linked
with our budget process.

Like any improvement effort, this will not be a one-time exercise — it is an ongoing effort. We will make
important progress this year and then build on that progress over time. By implementing Performance
Counts!, we will make a fundamental change in how the County manages and evaluates the services it
provides. The value is not necessarily in how much change we make this year, but how sustainable that
change is for the long-term.

Thank you for the fine work you do on a daily basis and for your commitment to this important effort,

Sincerely,

VID E. JANSSEN
Chief Administrative Offi
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strategic planning\county\performane counts!_orientation 07-23-03

“To Enrich Lives Through Effective And Caring Service”






PERFORMANCE COUNTS!

WHAT IS PERFORMANCE COUNTS!?

Performance Counts! is a common performance reporting framework for the County of
Los Angeles. Performance Counts! is the next step in the implementation of the
County’s Strategic Plan and is integrally linked with accomplishing the County’s mission
to “Enrich Lives Through Effective and Caring Service.” Performance Counts! has been
developed and piloted under the leadership of the Guiding Coalition (GC), a leadership
team of County department heads and Board of Supervisors Chief Deputies/Chiefs of
Staff who have guided the effort to update and implement the County Strategic Plan.

WHY IS PERFORMANCE COUNTS! CRITICAL?

The County faces a significant challenge in explaining to the public the results achieved,
given the tremendous diversity of services provided by the County. A common set of
terms is needed to allow the public, Board of Supervisors and stakeholders to understand
results achieved, regardless of the specific service provided by any given department.

PERFORMANCE COUNTS! 1S DESIGNED TO:

U Increase accountability to the public for the County’s accomplishments by provid-
ing performance information in a common, understandable, accessible format;

QO Enable strategic business decisions, planning and investments through regular in-
formation on program results; and

O Reinforce department planning and performance measurement efforts by promot-
ing a County culture which focuses on results.

HOW DOES THIS EFFORT LINK TO COUNTY AND DEPARTMENT STRATEGIC
PLANNING EFFORTS?

The County’s mission, “To Enrich Lives through Effective and Caring Service,” empha-
sizes what the County achieves and how the County achieves those results. The County
Strategic Plan Goals mirror this emphasis, including four programmatic goals focusing on
what the County should achieve and four organizational goals focusing on sow to achieve
those results. Performance Counts! provides a common reporting format for the County
similarly emphasizing what is achieved and how it is achieved.

Frequently Asked Questions
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The County Strategic Plan’s overriding purpose is to move the County toward better re-
sults and improved services for all County residents. Performance Counts! is one part
of that effort. Other components of the overall effort include the following:

O County Progress Report — an annual report to be initially published in December
2003 reflecting the County’s contribution to the quality of life in Los Angeles
County by publishing key community indicators and County performance meas-
ures.

L Management Appraisal and Performance Plan (MAAP) — a plan which meonitors
County manager’s achievement of key Strategic Plan goals, strategies and re-
lated performance measures.

U Children and Families Budget — a program performance budget developed as
part of the County Strategic Plan Goal 5: Children and Families’ Well-Being. It
is designed to measure the contribution the County and its partners are making
towards improving the lives of children and families in five Board-approved out-
come areas: good health; safety and survival; economic well-being; social and
emotional well-being; and education/workforce readiness.

The County Progress Report will provide an annual assessment of various conditions for
all Los Angeles County residents and the County’s role in improving these community
conditions. This project parallels the Performance Counts! effort, but provides a more
comprehensive, integrated evaluation of various conditions that are critical to all County
residents in terms of economic, environmental, social, and health indicators and how the
County as an organization contributes to improved conditions for all County residents.
Performance Counts!, on the other hand, focuses on the results of individual department
programs and services and the results achieved for the specific client population served.

HOW WILL THIS INFORMATION BE USED IN THE BUDGET PROCESS?

County departments have been required to include performance data on each of the
budget programs for several years. Performance Counts! will improve the quality of the
performance data, provide a common reporting system and emphasize the organizational
and programmatic goals of the County Strategic Plan. County managers and policymak-
ers should have a better understanding of program results/accomplishments based on in-
formation provided through Performance Counts! and therefore be able to make more
informed decisions during the budget process.



Secondly, Performance Counts! provides greater flexibility for departments to present
measures which are applicable to, and representative of, the services they provide. The
Performance Counts! framework no longer mandates the specific types of measures that
departments must include in their budget submission and encourages managers to select
those measures which link to their internal performance improvement efforts. Finally,
by submitting performance data in advance of the budget process, Chief Administrative
Office (CAO) analysts should have more time to work with departments in reviewing
and evaluating performance results.

IF A DEPARTMENT HAS BEEN INVESTING IN PERFORMANCE
MEASUREMENT, DOES THIS REPORTING STRUCTURE REPLACE WHAT A
DEPARTMENT IS DOING?

No, Performance Counts! 1s a common reporting format only and not a performance
measurement methodology. Performance Counts! provides a simple reporting format
with flexibility to reflect the culture and management approach of each County depart-
ment.

The County Strategic Plan promotes accountability, results and measurements and re-
quires all departments to move toward establishing a comprehensive system to measure
their results. These efforts are bolstered through the Performance Counts! common re-
porting framework, but departments are free to continue using current underlying per-
formance measurement methodologies. Departments that do not currently use a per-
formance measurement system may find it necessary to adopt a methodology, such as
Balanced Scorecard or Results-Based Decision Making, to generate the required per-
formance data and to translate it into an action plan that can be implemented for strate-
gic and operational improvements.

WHAT IS THE ROLE OF THE GUIDING COALITION (GC) IN THIS
PROCESS?
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It is the responsibility the GC to develop common guidelines to reinforce and implement
the goals and objectives in the Strategic Plan. In this capacity, the GC monitored the de-
velopment of Performance Counts! through the pilot process and endorsed the final pi-
lot results for countywide implementation. County executive management accepted the
GC’s recommendation for implementation and roll-out of Performance Counts! at an
Executive Strategic Planning Conference held in June 2003. It is the management re-
sponsibility of each department to develop the best approach or methodology to meet
these guidelines and implement the tools necessary to manage its programs and opera-
tions through performance measurement.
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Performance Counﬁ!
2004/05 Reporting Instructions

I. INTRODUCTION

Performance Counts! represents the County of Los Angeles’ focus on building an overall
performance measurement framework for the County that will explain:

o What was achieved for specific clients and the general public as result of the
County’s programs and services;

a How well the services were provided; and

o Benefits and improvements achieved for Los Angeles County residents.

Performance Counts! builds from the County’s success in updating the County Strategic
Plan in December 2002. The plan includes strategies and objectives to develop a common
reporting framework that will document program results through the annual budget process.
While performance data has been included in the Proposed Budget for several years,
Performance Counts! updates the reporting structure to:

0 Increase accountability to the public for the County’s accomplishments in a
common, unified, accessible format;

0 Enable strategic business decisions, planning and investments; and

0 Reinforce department planning and performance measurement efforts by promoting
a County culture which focuses on resuits.

LINKAGE TO COUNTY’S STRATEGIC PLAN

The County’s Mission statement, “To enrich lives through effective and caring service,” is

the driving philosophy of the County’s focus on performance reporting. The County’s .
Mission statement places a dual emphasis on what the County achieves and how the County
achieves those results. The County Strategic Plan goals mirror this emphasis, including

four programmatic goals focusing on what the County should achieve and four

organizational goals focusing on how fo achieve them. Performance Counts! is designed to
provide a common reporting format for this parallel emphasis on both the “what” and

“how”.
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The County Strategic Plan’s overriding purpose is to move the County toward better results

and improved services for all County residents. Performance Counts! is one part of that

effort. Other components of the overall effort include:

0 County Progress Report — an annual report to be initially published in December

2003 reflecting major County performance measures in key service areas;

Management Appraisal and Performance Plan (MAPP) — a plan which monitors
achievement of key Strategic Plan goals, strategies and related performance
measures by the County’s managers; and

Children and Families Budget — the work on developing a program performance
budget linked to implementation of Goal 5: Children and Families’ Well-Being can
be built upon and leveraged in Performance Counts! Similar to goal five,
Performance Counts! evaluates what was achieved and how well service was
provided.

PILOT EFFORT

Performance Counts! was developed and piloted under the leadership of the Guiding
Coalition (GC). The GC is comprised of County department heads and Board of
Supervisors Chief Deputies/Chiefs of Staff who have guided the effort to update and
implement the County Strategic Plan. The GC began the Performance Counts! effort
through an initial pilot project from January through June 2003.

Four departments, Human Resources, Internal Services, Public Works and Community and
Senior Services, served as pilot departments to test and validate the Performance Counts!
approach. The objectives of the pilot effort were to:

Page 2 of 21

0 Develop a County of Los Angeles performance measurement framework within

which different departmental performance measurement methodologies may co-
exist and which ensures consistency with the County Strategic Plan and other
related measurement efforts (e.g., the County Progress Report, the Proposed Budget
the Children and Families’ Budget, and MAPP)

>

Identify and address implementation challenges and assess impact of proposed
change

0 Develop recommendations for countywide deployment and implementation.



Performance Counts!
2004/ 05 Reporting Instructions

The input and experience of the pilot departments is reflected in these instructions as well
as the roll-out plan for expanding the process countywide. Pilot departments will have a
continuing role in serving as mentors for other County departments through this next phase
of implementation.

Performance Counts! will replace the current reporting structure annually displayed in the
Proposed Budget. And, while Performance Counts! is not a performance measurement
system, it will support departmental efforts with the implementation of performance-based
management that supports their own improvement efforts and reports progress to their
management and constituencies.
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1. PERFORMANCE COUNTS! APPROACH AND DEFINITIONS

APPROACH

The Performance Counts! common reporting format is based on answering two
fundamental program evaluation questions:

0 What results did we achieve?
0 How well did we achieve those results?

The experience of the pilot departments demonstrated that regardless of which performance
measurement methodology a department employs (e.g., Balanced Scorecard or Results-
Based Decision Making), the performance data can be easily translated into the
Performance Counts! reporting format.

The Performance Counts! reporting was developed based on the following guidelines:

Q Linkage with The County Mission and Strategic Plan — The County’s Mission
Statement and Strategic Plan place equal emphasis on both the process and resuits
achieved. The Performance Counts! framework is intended to be consistent with
and reflective of this dual emphasis by requiring measurement of both the results of
efforts (change that has occurred from services provided/investment made) and the
quality of the process by which the change occurred.

a Simplicity — Simple terms and language should be used to convey what is important
and wherever possible, eliminate duplicative or conflicting terms.

Q Leverage — Performance Counts! creates a common framework for performance
measurement reporting that builds upon work that has been done by various
departments without negating any individual efforts.

a Flexibility — The reporting format provides a common format for countywide
reporting, while providing flexibility for departments and program managers to
tailor the selection of measures to meet their operational and performance
improvement objectives.

Page 5 of 21
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As explained in the next section, the corerstone of the Performance Counts!
reporting structure are program results,. Program results define the specific change
in the clients served for the services provided. The term “program result” is used in
Performance Counts! because it addresses the specific services provided to a
specific client group. A similar concept is implied with the term “outcome.” The
difference between an outcome and a program result is the scale of the service
provided. Outcomes relate to County populations; whereas, program results relate
to the specific clients served by a particular department program.

Outcomes are linked to the County Strategic Plan; whereas, program results relate to
specific department services. In sum, it is through the combined results of many
programs that improvements can be made on outcomes. Both program results and
outcomes are measured through indicators.

TERMINOLOGY & DEFINITIONS

The Performance Counts! reporting framework is the common reporting structure for all
programs to be presented in the annual proposed budget. Departments can rely on the
programs presented in their FY 2003/04 Proposed Budget as the starting set of programs for
Performance Counts! reporting.

The three key elements of the Performance Counts! framework are: program result,
program indicator, and operational measure. Each are defined and explained below.
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@ Program Result — A statement of the intended consequence from the specific

services or interventions provided for a specific population served. The program
result should reflect a statement of the best consequence for the clients served from
the specific services provided.

The program result
statement should clearly
identify the client served

and the improvement in the
condition of the client as a
result of the services

provided.
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The program result answers the following questions:
o What is the specific condition that should occur from the services provided?

o What is the intended product or change in condition in the clients served
from the service or intervention provided?

The program result will be the basis for determining what should specifically be
measured through indicators and operational measures so it is essential that this
statement be clear, concise and understandable, especially to non-technical staff
and the public. It should be written from the client’s perspective — what benefit will
the client served received from the services provided. It is not appropriate to
reference the Federal or State mandate, or even a Board of Supervisors instruction
as the reason why the program exists; instead, focus on what result the program is
designed to produce in terms of the clients served. Once the intended results are
articulated, then manner in which to measure achievement of the result will be clear
and, in many cases, self-evident.

Program Indicator — A measure, for which data is available, that reflects the
achievement of a program result. The program indicator is the specific measure that
quantifies achievement of the program result. Managers should select one or more
indicator that will help them understand if the intended result is being achieved. In
many cases, more than one indicator may be appropriate to measure the
achievement of the result.

The following program result is an example of one that may require multiple
indicators:

Low-income/poverty level families and individuals have increased
self-sufficiency by moving from at-risk (in-crisis or vulnerable)
levels to levels of growth (stable, safe and thriving).

Multiple indicators are likely required to determine if the families are moving to
increasing level of stable, safe and thriving growth such as indicators related to
employment, health, housing, etc.
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Program indicators quantify
the achievement of the

program result.

Program indicators should answer the questions:
o How will I know if I am achieving the program result?

o Are the services provided achieving the desired result?

Program indicators are data reference points for managers. There is a correlation
between progress made on the indicator and achievement of a result. For example,
if more at-risk youth are enrolled in secondary education as a result of services, the
management staff knows that it is achieving its result of having more at-risk youth
moving towards stable employment. The desired trend or “good performance”
should be self-evident based on the program result statement and the indicator
selected. Based on this example, an increase in secondary education enrollment is a
positive trend. The program indicators should indicate to the reader whether an
increase or decrease in the trend is “good” performance.

Program indicators and operational measures are both quantifiable and identify the
specific data that will be reported. In the section below (see Measuring the Right
Stuff), criteria for selecting and using performance data for program indicators and
operational measures is provided.

Operational Measure — A measure of how well a program, agency or service
system is working. Measures can reflect the traditional means of evaluating
resources involved in the process such as input, workload/output, and efficiency.
Operational measures can also reflect the quality of the process in terms of customer
satisfaction or compliance with standards. The measures selected by each
department should reflect the specific improvement priorities of the department so
that managers will have the information to know if the intended improvements are
being realized.
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Operational measures
quantify the quality of how
well the services were
provided from a cost,
resource, efficiency or

customer perspective.

Operational measures should answer the question:

o How well were the program services provided?
o Was the process responsive to customer needs and/or external mandates?

Common ways of measuring the process of providing a service include:

o Input — Resources used to provide the program or services, such as the
number of employees, type of employees, dollar amounts, materials, and
facilities. Inputs are simply what is required to provide the service or
program.

o  Workload/Output — Measures of products or units of service provided to a
service population. Output measures indicate how much service was
provided, but do not explain how well the service was provided or the
resulting change from the service. Output measures could include the
number of miles of road paved, the number of arrests, the number of library
materials circulated, the amount of facility square footage maintained, or the
number of parenting classes held.

o Efficiency — Efficiency is a measure of the ratio of input to output. This is
generally measured in dollars, but can also be measured in terms of cycle
time. Efficiency generally takes into consideration the total cost required to
provide the service divided by the number of outputs. Efficiency is often
reported in terms of a trend over a period of time. Levels of efficiency could
include the cost per mile of paved road, the cost per square foot for facility
maintenance, or the average time for processing a permit.

Note: In order to track efficiency improvement over time, costs should be converted to
common dollars, discounting for inflation. This will provide a consistent basis for trend
analysis of the resources required to support output.
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o Quality - Quality is a broad term to represent how well a process met
expectations and can be a subjective evaluation. One common way to
measure quality is based on customer expectation. How well did the process
meet customer expectations? Was the customer satisfied? Quality can also
be measured based on accepted standards of performance, such as ]
percentage of roads in “good” condition based on accepted standards,
responsive time frames, or percentage of employees with applicable
certifications. The assumption in the second case is that the process will be
of better quality if the employees performing the work are trained and
certified to perform the work.

PROGRAM DEFINITION

One of the challenges in developing the reporting format is developing a common
definition of “programs.” It is suggested that departments use the current programs or
budget units as presented in the FY 2003/04 Proposed Budget as a starting point,
recognizing that development of measures and results statements may prompt departments
to re-evaluate the organization of programs in their budget submission.

Programs can include a range of specific services but, from a performance measurement
perspective, they should have enough in common that performance can be measured by a
meaningful common set of program indicators and operational measures. Do these services
have a common result? For example, different services may be provided to the same client
target group under various programs with the same intended result, such as employment, or
family stability. This set of programs may be grouped together for presentation and
performance reporting. The opposite is also true, if a common set of meaningful measures
cannot be developed for a “grouping” of services, the services may need to be
disaggregated for budget and performance reporting purposes.
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MEASURING THE RIGHT STUFF

In sum, departments are responsible for preparing the three key elements of the
Performance Counts! framework for each program included in the 2004/05 Proposed
Budget: program result, program indicator, and operational measure.

The exercise over the next few months will be to prepare this information and to make it
meaningful and useful for managers, policymakers and the public to review and understand.
The first test in preparing the information is clarity - are the program resulls, program
indicators and operational measures clear and understandable?

One means for ensuring that the information is clear is to seek an outside perspective to
validate:

O Program result is clear and understandable

0 Data noted for program indicators and operational measures can be interpreted bya
non-technical person

0 Information is meaningful from a client or outside perspective.

The roll-out plan for Performance Counts! organizes departments into six roll-out groups.
Roll-out groups include departments with both similar and dissimilar functions. They are

one way to provide departments with the “outside” perspective to validate draft
Performance Counts! information.

The second part of knowing whether the “right stuff is being measured” is to validate the
specific data sources that will be used for program indicators and operational measures.
Four important factors to consider in selecting data is reliability, credibility, controllability
and comparability.

© Reliability — Are the suggested data sources reliable for current and
future reporting?
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o Program managers should select program indicators and operational

measures that managers are confident will be available over a period of time.
The reliability of measures and data source should be seriously considered
and assured. Will this information be available next year and in the future?
Is it a common recognized source of information? For example, program
managers must balance the value of data that may be important but
cumbersome or costly to collect against alternative data that may be reliable
and readily accessible. Any measurement data should be statistically
available on a frequent basis so that results can be reported and decisions can
be made on a regular basis.

Credibility — Is the data source credible and recognized as basis for
program evaluation and reporting?

Industry standards are an excellent starting point for selection measures.
Public Works services, for example, have a common set of measures that are
used nationally to measure road condition, traffic conditions, etc. To the
degree feasible and appropriate, managers should rely on commonly
accepted standards means of measuring programs. Federal and state funded
programs are increasingly required to report specific measures for
compliance purposes. These measures increasingly relate to program results
and can be effective sources of information. Additionally, in many cases the
data is already being collected and is available.

Controllability — Will this data help me as a manager to improve the
performance of my program and services?

Operational measures should emphasize the aspects of performance that are
fundamental and controllable by managers to improve the performance of a
program or service. In developing operational measures, managers are
encouraged to select those indicators and operational measures that reflect
the fundamental factors of what is important in the long-term for providing
the specific service.
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Aspects of the performance that are not critical to delivering service should
not be emphasized, even if it means that results in the short-term will
highlight significant areas for improvement. Remember, the value of
performance measurement is in identifying areas for improvement and then
showing the results of efforts. This closely links to the second point;
measures should be ones in which managers can improve performance over
time and ones in which managers can and should use on a regular basis to
trigger improvement efforts.

o Comparability — What will this data be compared to as a means for
measuring progress?

Department managers must also consider how the information will be
compared so that the reader can understand whether performance is
improving. Performance measurement information must be put in the
context of some point of reference so that the reader can evaluate what is
“good” performance and what is not. It should be evident from the context,
such as trend, comparison to standard, whether the trend in performance
should be going up or down. Performance measures without some context
are not necessarily valuable information for decision-making. The specific
measurement must be put in context for seme basis of comparison, such as:

» Time — historical past performance to understand trends;
= Target — comparison of actual versus targeted results; and

* Professional standard — what is generally accepted as a reasonable
level of performance by a board of review or peer organizations.

Appendices B and C to these instructions contains worksheets and examples to assist
departments in developing program results, program indicators and operational measures.
A checklist is also included which can be used to review and critique the program results,
indicators and operational measures.
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APPLYING TERMS TO DIVERSE COUNTY SERVICES

The County of Los Angeles as an organization is tremendously diverse in the services it

provides and the clients that it serves. One of the challenges in building any common

reporting framework is to create a system that recognizes this diversity. Because of the

broad range of services, County departments are structured to achieve different results and

serve different clients.

Departments can generally be organized as having a primary focus that is geared toward
one of three results:
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0 Cost-efficient, quality process — The primary focus of a department in this category

is to provide their services in the most cost-efficient, effective manner they can. A
quality, efficient process is the primary result of the services. Government services
that are process-oriented fall into this category, such as those provided by the
Assessor, Auditor-Controller, Registrar-Recorder/County Clerk, Treasurer and Tax
Collector, among others. Services provided by these departments have counterparts
in the private sector, and there is a high likelihood that standard private sector
performance measures that can be tailored to meet the County’s needs exist.

Improving individual lives — For departments in this category, success is measured
by the accumulation of results for individual customers. Success is likely to be
measured one customer at a time. The overall performance is evaluated by the trend
or number of customers that reach the defined successful result. Most health and
human services fall into this second category including those provided by Public
Social Services, Children and Family Services, Health and Mental Health.

O Improving community life — Departments in this category measure success by the

degree to which they improve, maintain and/or protect overall community life.
Measurements may often reflect broad community statistics or community
conditions. These types of services include those provided by Public Works,
Beaches and Harbors, Public Library, Parks and Recreation and public protection
departments, such as the Sheriff, Fire Department and District Attorney.
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While a department may
have multiple program
results that they are trying
to support, the primary
program result type is the
one that they are most
likely to be held
accountable for and
measure performance

against.

Internally-oriented departments whose result is a quality, efficient process may find that in
applying the Performance Counts! framework there is not a significant distinction between
the program indicators and operational measures. Both are geared towards measuring the
quality of the process. In these cases, departments may want to prioritize the most critical
aspect of the service as the program indicator.

The categorizations provided above are not strict definitions, but can provide insights into
what may be the types of performance data that are most relevant and appropriate for the
department and associated programs. By understanding the type of results the departments
are focused on achieving, departments can develop performance measures which are in
sync with their overall mission as well as understand how the specific measures can help
evaluate how to perform its job better.
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III. FY 2004/05 BUDGET ROLL-OUT

The 2004/05 Proposed Budget will be the first roll-out for Performance Counts! The goal
for this first year is for departments to make significant progress in developing performance
information consistent with the Performance Counts! framework, presenting program

results, program indicators and operational measures for all programs included in the
2004/05 budget.

Departments will apply the Performance Counts! framework to current programs, as
defined in the FY 2003/04 Proposed Budget, and develop a program result statement,
program indicator(s) and operational measures for each of these programs.

From surveys of departments and the pilot effort, it is clear that experience in performance
measurement varies among County departments. Some departments have already invested
significant effort and resources in performance measurement through their strategic
planning process or other initiatives. Departments may also have developed measurements
through their work on the Children and Families Budget. This work can be used for and/or
built upon for Performance Counts! reporting,

Departments may use any performance measurement methodology to develop their own set
of measures. Departments are encouraged to use whatever methodology they have found
effective to develop performance measures, such as Balanced Scorecard or Results Based
Decision Making as long as the end result of this effort is the selection and identification of

indicators to measure results, and operational measures to evaluate the process to achieve
the result.

REPORTING PERIOD

Consistent with prior budget presentations, to the degree available, departments should
provide the following data for each program indicator and operational measure:

o 2001/02 Actual
o 2002/03 Actual
o 2003/04 Estimated
Q 2004/05 Projected
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Examples from pilot departments are presented in Appendix C and illustrate the format for
reporting.

DATA COLLECTION LIMITATIONS

Departments may find that, for this initial year, data may not be available to support
reporting at the present time. Departments should weigh costs and benefits associated with
initiating additional data collection versus relying on available data sources. If departments
do not have historical data available, but intend to begin data collection, they should note
when data collection efforts would begin.

TRAINING AND ROLL-OUT

Departments have been organized into six groups. Each department group will be
supported by a consultant coach(es), pilot department mentors and CAO budget analysts.
Appendix A provides a listing of the groups and resources.
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IV. IMPLEMENTATION GUIDELINES

This section is intended to provide some guidance for departments in preparing their
Performance Counts! information. Additional guidance can be provided from coaches,
mentors and internal department resources.

PILOT LESSONS LEARNED

The experience of the pilot departments provides some guidance on how departments can
successfully navigate the process of updating and revising their performance measures
consistent with Performance Counts! The implementation plan that organizes departments
into six groups is one example. Group participants from a mix of departments provide
important feedback to each other in the process of developing program result statements,
program indicators, and operational measures.

One of the most significant “lessons learned” from the pilot was that dedicating resources
and ensuring executive and management commitment are critical to the successful
implementation. It is suggested that each department form a leadership team to guide their
department through the effort including representatives from the following:

0 Strategic Plan contact;
0 Budget or financial reporting unit; and

0 Senior management.

Pilot departments found it helpful to designate core staff to Performance Counts! who are
familiar with the department’s reporting structure, terminology and staff, and then have this
core staff coordinate and work directly with program managers. The core staff was able to
draft sample result statements and then have the program staff review and edit the
statements. The core staff also provided both technical and coordination leadership. Core
staff selected by a department should be available to attend training and meetings.
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GETTING STARTED

Departments should begin their efforts by organizing the resources to support this effort, as

stated above, and then prioritize which programs will be addressed first. The recommended

next steps are as follows:
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0 Start with Program Results— For each program, the Performance Counts!

framework requires: 1) a program result statement that explains why the program
exists or why the services are provided 2); program indicators, which measure
achievement of the program result; and 3) operational measures that reflect how
well services were provided.(Refer to Section II for definitions of these terms).

The program result statement is starting point for the Performance Counts!
reporting framework and the key to selecting the program indicators and operational
measures for a program. As noted previously, once a program result statement has
been articulated, the program indicator(s) and operational measures will likely
become self evident.

Evaluate Current Performance Measures for Potential Program Indicators and
Operational Measures — In selecting program indicators and operational measures,
a good starting place is to evaluate what performance data information is already
collected and reported for the Proposed County Budget, Children and Families
Budget, internal purposes or compliance with external or funding mandates.
Increasingly, Federal and State funding sources have mandated what data needs to
be collected and how it must be reported.

Focus on a Few Good Program Indicator(s) and Operational Measures — As
departments are starting performance measurement, the focus should be on
identifying a core set of program indicators and measures that will assist in
evaluating and understanding performance results. Initially, a department may
identify only one program indicator that best quantifies the results of a service or
program, and two to four operational measures that best describe how well the
services are provided and/or describe how well the process of achieving the program
result occurred.
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It is the responsibility of department management to select and develop the most
informative program indicators and operational measures that highlight areas of
performance that are critical to, and reflective of, the services provided, as well as
specific departmental priorities.

0 Begin to Build Baseline Data — For departments that will be making major changes
to current reporting efforts or embarking for the first time in performance
measurement, it is important to note that the first two years should be dedicated to
compiling and understanding the data, and looking for trends. Performance
measurement information is useful in context of trends, comparison with standards
or other benchmarks. Data will be become more useful in triggering operational
improvements as managers become familiar with analyzing and using the results.
Additionally, data may not all be available in year one. Departments should look at
these initial efforts as building a baseline data set that will be continuously
improved over time.

Although Performance Counts! is a new requirement for departments in performance
measurement reporting, performance measurement is not new for the County. Parallel
efforts have been progressing throughout the County, such as the Strategic Plan, MAPP,
and the Children and Families Budget, to increase County accountability and focus on
results. Performance Counts! represents the next logical and critical step in bringing these
pieces together in helping the County achieve its Mission to: Enrich Lives through
Effective and Caring Service.
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Performance Counts!
2004/ 05 Reporting Instructions

APPENDIX A

FY 2004/05 PERFORMANCE COUNTS!
ROLL-OUT GROUPS

DEPARTMENTS CHIEF PILOT DEPT CONSULTANT

ADMINISTRATIVE MENTOR CoOACH
OFFICE ANALYSTS

Group #1

Health Amy Bennett Community & Cheryl Stecher,

Raul Rios Senior Services Altmayer Consulting

Mental Health Rene Phillips

Group #2

Children and Family Kathy House

Services

Public Social Services

Gevork Simdjian

Probation Amalia Lopez
Regional Planning Alice Yang

Arts Commission Alice Yang
Executive Office, Board of Alice Yang
Supervisors

District Attorney Sheila Williams
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DEPARTMENTS CHIEF PiLoT DEPT CONSULTANT
ADMINISTRATIVE MENTOR CoACH
OFFICE ANALYSTS
Group #3
Child Support Services James Blunt Public Works Tom Altmayer,
Altmayer Consulting
Community Development James Blunt
Commission
Alternate Public Defender Rosemary Gutierrez
Public Defender Rosemary Gutierrez
Human Relations Lance Kaneshiro
Commission
Consumer Affairs Lance Kaneshiro
Office of Affirmative Action | Lance Kaneshiro
Compliance
Group #4
Sheriff Brian Mahan Internal Services Tom Altmayer,
Altmayer Consulting

DHR/Office of Public Safety

Brian Mahan

Ombudsman Brian Mahan/Cynthia
Duong

Coroner Mark Sandoval/Ernie
Miyamoto

Animal Care and Control

Ernie Miyamoto

Agricultural
Commissioner/Weights and
Measures

Ernie Miyamoto

Fire

Ernie Miyamoto
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DEPARTMENTS CHIEF PiLoT DEPT CONSULTANT

ADMINISTRATIVE MENTOR CoAcH
OFFICE ANALYSTS

Group #5

County Counsel Rick Cavataio

Registrar-Recorder/County Rick Cavataio

Clerk

Chief Information Office Rick Cavataio

Treasurer and Tax Collector | Corina Calixto

Assessor Corina Calixto

Auditor-Controller Corina Calixto

Chief Administrative Office | Shari Nishi

Group #6

Public Library Dorinne Jordan Public Works Tom Altmayer,

Museum of Natural History | Dorinne Jordan Altmayer Consulting

Museum of Art Dorinne Jordan

Military and Veterans Dorinne Jordan

Affairs

Parks and Recreation Cynthia Duong

Beaches and Harbors Yolanda Reyes







Performance Counts!
2004/05 Reporting Instructions

APPENDIX B

PERFORMANCE COUNTS! WORKSHEETS






WORKSHEET FOR THE PERFORMANCE COUNTS! REPORTING FORMAT

PROGRAM NAME:

PROGRAM RESULT:

Name the specific clients served; State the intended result from the services or interventions

provided;
State what change/condition should occur for the clients served from the services provided.

PROGRAM INDICATORS:

Specify measures for which data is available that quantify achievement of the program result;
Consider “What did we achieve? How do we know that the desired change occurred?”

OPERATIONAL MEASURES:

Specify measures of how well a program, agency or service system is working, e.g., input
workload/output, efficiency, and/or quality. Use one or more measures that best describe how
well the service delivery/intervention process was carried out; Consider “How well was the

service provided?”’







Worksheet
Exa mpLes






WORKSHEET FOR THE PERFORMANCE COUNTS! REPORTING FORMAT

PROGRAM NAME:

Workforce nvestment Act.

PROGRAM RESULT:
Name the specific clients served; State the intended result from the services or interventions

provided,;
State what change/condition should occur for the clients served from the services provided.

Low-income youth ages 14-21 successfully transition into the

workforce.

PROGRAM INDICATORS:

Specify measures for which data is available that quantify achievement of the program result;
Consider “What did we achieve? How do we know that the desired change occurred?”

Percentnge of Youth exiting program who are employed, in military

or enrolled in post-secondary education nine months after exiting

the program.

OPERATIONAL MEASURES:

Specify measures of how well a program, agency or service system is working, e.g., input
workload/output, efficiency, and/or quality. Use one or more measures that best describe how
well the service delivery/intervention process was carried out; Consider “How well was the
service provided?”’

Number of Youth served; Cost per Youth served; Percentage of Youths

satisfied with services provided.
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PROGRAM NAME:
Acquisi’ciow Services

PROGRAM RESULT:
Name the specific clients served, State the intended result from the services or interventions

provided;
State what change/condition should occur for the clients served from the services provided.

County departments have the goods, wmaterials and services they

need when they need them and at a cost-effective price.

PROGRAM INDICATORS:

Specify measures for which data is available that quantify achievement of the program result;
Consider “What did we achieve? How do we know that the desired change occurred?”

Percentnge of departments that rely on the County central services for
purchasing services and rank the value of those services as high.

OPERATIONAL MEASURES:

Specify measures of how well a program, agency or service system is working, e.g., input
workload/output, efficiency, and/or quality. Use one or more measures that best describe how
well the service delivery/intervention process was carried out; Consider “How well was the

service provided?”

Percentage of purchases issued within targeted number of da ys,

€.9., 30 days; Percentage of purchases which result tn vendor

protests.
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PROGRAM NAME:
Flood Control Services

PROGRAM RESULT:
Name the specific clients served; State the intended result from the services or interventions

provided;
State what change/condition should occur for the clients served from the services provided.

LA County residents, businesses ano homes ave protected from

potential damage with adequate and necessary general flood control
protection.

PROGRAM INDICATORS:

Specify measures for which data is available that quantify achievement of the program result;
Consider “What did we achieve? How do we know that the desired change occurred?”

Trend in annual cost due to flood damage in LA County.

OPERATIONAL MEASURES:

Specify measures of how well a program, agency or service system is working, e.g., input
workload/output, efficiency, and/or quality. Use one or more measures that best describe how
well the service delivery/intervention process was carried out; Consider “How well was the

service provided?”
Annual dollar value of flood control investments; Percentage of

flood control projects completed on-time and on-budget.
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PROGRAM NAME;:

Recrultment

PROGRAM RESULT:
Name the specific clients served, State the intended result from the services or interventions

provided;
State what change/condition should occur for the clients served from the services provided.

County departments have qualified candidates available to meet

staffing requirements consistent with the County’s hiring process.

PROGRAM INDICATORS:

Specify measures for which data is available that quantify achievement of the program result;
Consider “What did we achieve? How do we know that the desired change occurred?”’

Percentage of departiment managers and supervisors that rate new

hives as “‘qualitfied” or good six months after hiring,.

OPERATIONAL MEASURES:

Specify measures of how well a program, agency or service system is working, e.g., input
workload/output, efficiency, and/or quality. Use one or more measures that best describe how
well the service delivery/intervention process was carried out; Consider “How well was the
service provided?”’

Annual number of recruitments; Annual number of applicants;

Cost per new hire.







CHECKLIST FOR THE PERFORMANCE COUNTS! REPORTING FORMAT

PROGRAM RESULT:

v" Does my Program Resuli. ..
0 Assert an affirmative statement of the end-condition?
0 Identify the clients served, such as “low-income youth” or “other County departments”?

0 ldentify the change or improvement that will occur as a result of the intervention or
services provided, such as “successful transition into workforce” or “cost-effective goods
and services”?

INDICATORS:

v' Are the Program Indicator(s)...

0 Quantifiable measures that show the progress towards providing the intended condition
(program result)?

Understandable to the general public?
Logical?

Based on data that is available and reliable?

0o 0o o o

Reflect data or information that will be useful over time?

OPERATIONAL MEASURES:

v Do the Operational Measures measure an essential element of performance?
a Cost? .
0 Quality?
a Cycle time?

a Output?

v Do they also compare those measurements with a point of reference, such as...
0 Historical reference?
0 Target or professional standard?

a Comparable organization?

v' Do they link to an area targeted for improvement, such as...
0 Increasing workload — providing more service?
0 Reducing cost - decreasing resources required to provide the service?

0 Improving quality — better meeting customer needs?
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APPENDIX C

PILOT DEPARTMENT EXAMPLES
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